The case describes a hugely successful example of IT-driven strategy, the Lands' End custom tailored apparel initiative. In less than a year, 40% of Lands' End customers buying chinos and jeans from the firm's web site were buying tailored products. Over 20% of these customers never made a purchase over the web before. The case explores mass customization and web-based customer service initiatives while providing a rich opportunity to discuss the sustainability of competitive advantage derived from IT-driven strategic initiatives.
I. INTRODUCTION
A tall man, Larry Cantera 1 always found buying clothes a frustrating proposition.
Only the largest US cities had high quality big and tall men's apparel stores; the selection was usually small and the prices high. Cantera was intrigued when
Lands' End's custom tailored chinos program was announced in late October of
2001.
Using the web-based service, customers could custom tailor trousers based on length, waist size, and a number of other fit variables. Customers could also select among a variety of color and style options (e.g., cuffs, pleats). Only men's and women's chinos were included in the initial offering. In April of 2002, customized jeans were added to the Land's End web site 2 and, in November of 2002, customized men's twill trousers and men's shirts were introduced. Cantera ordered five pairs of trousers and a dress shirt with French cuffs.
Others apparently found value in the program. By the end of September, 2002, 40% of all jeans and chino's sold on the Lands' End web site were custom made, far more than the 10% management initially hoped for. While 20% of Lands'
Ends' web shoppers were new customers, an even higher percentage of customers choosing custom apparel were making their very first web purchase [Bass, 2002] . These results were achieved with no advertising other than on the firm's web site and in its catalog [Tedeschi, 2002] . They also, at least temporarily, defied the predictions of one expert in mass customization who believed that suits were a better candidate than jeans for customization because, while suit buyers expect delays associated with alterations, jean buyers want instant gratification [Pine, 2000] . [Merrick, 2002] .
III. ABOUT LANDS' END
In its capsule description of the firm, Hoovers.com described Lands' End as marketing, [Hoovers, 2002] . [Dyer, 1999] . [Dyer, 2000] . [Merrick, 2001] .
"its products through its folksy flagship catalog and specialty catalogs (such as Lands' End Kids and Business Outfitters
Bass was attracted to the position at least partially because he saw at Lands'
End the three elements that he felt were conducive to a successful electronic commerce offering:
• proprietary products,
• a strong distribution infrastructure, and
• an established brand.
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Their subsequent success on the Internet, he felt, was driven by the firm not setting up its Internet division as a separate business unit and because of the exclusivity of the merchandise [Merrick, 2001] . The former avoided internal competition and the latter reduced competitive threats from other vendors.
Bass believed that in a few years no major apparel company could afford not to offer custom tailored apparel. [Swartz, 2002] .
According to Bass, Lands' End's approach to tailoring was quite different than the approach used by other automated tailoring systems such as that at Brooks [Rivera, 2001] .
Customized products at Lands' End ranged in price from $49 to $69 plus shipping. Lands' Ends margin was reportedly the same on custom and off-therack sales, but because the custom products were priced higher they yielded more total profit [Tedeschi, 2002] . Lowering return rates was one claimed benefit for custom tailoring. While estimates of returns for traditional mail order goods varied widely, 4 and Lands'
End did not share this number, they had reported that returns for their custom products were similar to that experienced for their ready-made sizes (Tedeschi, 2002) . This discrepancy in expectations might be explained by the fact that customers rating purchases as fair or worse were requested to return them for a refund and given a discount on a reorder. The details dissatisfied customers provided about product fit were then used to fine tune the algorithms used to create the patterns driving the design of custom made apparel, as well as to fine tune each customer's own electronic data models.
Another benefit of the customizing program was in customer loyalty. According 4 Tedeschi [2001] reports that 30% of all apparel bought on line is returned; an analyst with Kurt Salmon and Associates reports that the figure for Chinos bought on line is closer to 20% [Tedeschi, 2001] ; Bass of Lands' end, reports that their returns are lower than the industry and that custom tailored returns are in line with those of standard products bought off the firm's web (Bass [2002] Thank you for shopping at landsend.com.
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http://www.landsend.com/newsletter.cgi . Once they get a pair of jeans to fit some will order every color in every fabric. [Bass, 2002] .
As new custom apparel categories were rolled out sales increased, as Bass explained:
Once a customer returns to the site to look at the new category, they are often inclined to also re-order from a category they had shopped before [Bass, 2002] 
V. CRAFTING CUSTOMIZED CLOTHES
Customized orders placed on the Lands' End web site were entered into a form provided by Lands' End's partner, Archetype Solutions, Inc (ASI). Using that form, the order, with a tracking barcode attached, was then transmitted to ASI's offices in California.
For each clothing line, ASI pattern makers were required to develop base patterns including allowances for the various styling alternatives. They then decided how the patterns would change based on the possible range of customer inputs. Software coders then automated all of these decisions.
A pattern for a particular customer's garment was a two-dimensional "drawing" of all the pieces to be cut and assembled into a garment. A pattern was designed using key measurements (e.g., for pants it would be waist, seat, front and back rise, thigh circumference, leg opening) and shape considerations (how curvy or straight, how much tapering, how much ease, etc.). Electronic patterns were precise representations of the garment to be prepared for a particular customer. [McElwain, 2001] .
It took less than 30 seconds to create a pattern for a particular customer.
Individual patterns were then transmitted to a manufacturer, batched by the material selected. At the plant a roll of fabric was placed on the input end of the laser-driven cutter and then each pattern was automatically cut in single-ply, based on the pattern created by ASI [McElwain, 2001] . The specific stages in the selling, manufacturing and distribution process are shown in Figure 4 . 5. Software produces electronic pattern and order file for each order.
6. Sent via e-mail to production facilities in Latin America or Asia.
7. Manufacturers are set up with one central server and five or six networked desktops located at different stages in production process.
8. Garments assigned unique id.
9. Fabric is cut using supplied digital pattern and automated cutter 10. Barcode ID label printed out as fabric is being cut.
11. Label is attached to the product.
12. Production order also printed out as fabric is cut.
13. Production order has a bill of materials listing necessary pieces for each garment (zippers, buttons, labels, pockets, etc.) 14. Garments are made, inspected and packed for shipping.
15. Garments scanned and status updated at each stage of process.
16. Garments shipped from factory to a third-party shipping center in the US. According to Lands' End's Bass, the manufacturing process was challenging: [Bass, 2002] .
According to Bass, the global reach of the tailored-apparel supply chain was long and expanding. The firm's chinos and jeans were currently produced in Mexico and the firm was looking to add further capacity in Asia. Dress shirts and higherend trousers were to be made in Costa Rica and the Dominican Republic End jeans, but offer different choices in color and fabric [Tedeschi, 2002] .
VI. ABOUT ARCHETYPE SOLUTIONS
Setting up a new retailer was not an easy process as an ASI executive explained to a reporter:
"'There's a ton of work that has to be done for each customer before we can launch. A lot goes into getting to know each customer's brand, and how best to customize with them" [Tedeschi, 2002] . [Merrick, 2001] .
VII. OTHER TECHNOLOGY-DRIVEN INNOVATIONS AT LAND'S END
Nevertheless, the firm did try each year to roll out, usually in September or
October, an innovation on the Web Site that attracted attention. 16 Though popular with many customers the service was discontinued after a year of use because it was felt by Lands' End executives not to have improved service [Merrick, 2001] . [Dukcevich, 2002] .
VIII. LANDS' END ACQUISITION BY SEARS
On May 13, 2002, Sears Roebuck announced [Sears, 2002] Sentinel, 2002] and by the fall of 2003, the Lands' End lines were to be available in all of Sears' full-line stores [Merrick, 2002] . Dave Dyler, Lands' Ends CEO took over responsibility for Sears direct selling operations including Sear's remaining specialty catalog sales operations as well as the Sears.Com web site [Lewis, 2002] . Sales from these catalogs amounted to about $500 million in
IX. CONCLUSIONS
Cantera, a professor at a local business school, stood before a too short fulllength mirror and admired his new blue and white striped custom-tailored French cuffed shirt and black twill pants. While expensive at $69.00 each (plus $7.95 in shipping costs), they fit better and were far less expensive than he would pay at the high-end big and tall men's store where he normally shopped in Houston.
Sitting down at his desk, Cantera's mind returned from fashion to his upcoming 
